
In Practice 

Teamsters Versus Teams 

For years , qual i ty gu rus and 
o the r expe r t s have p ra i sed 
worker-participation programs, 

and many organizations have suc-
cessfully taken their advice. Now, 
after a recent ruling by the National 
Labor Relations Board, some organi-
zations may think twice before orga-
nizing teams. 

Last December , the NLRB ruled 
that by organizing a team to handle 
employee compensation and atten-
dance issues, Electromation, a small 
electr ical-parts maker in Elkhart, 
Indiana, violated the Wagner Act—the 
National Labor Relations Act of 1935-

The intent of the Wagner Act is to 
prevent companies from setting up 
sham unions that undercut legitimate 
ones—a c o m m o n prac t ice in the 
1930s. Unfortunately, the law seems 
to prohibit some team activities. 

For instance, the law states: 
> It shall be an unfair labor practice 
for an e m p l o y e r to d o m i n a t e or 
interfere with the formation of any 
labor o rgan iza t ion or con t r ibu te 
financial support to it. 
» A labor organization is any organi-
zation or employee-representat ion 
committee that exists for the purpose 
of dealing with employers concern-
ing gr ievances , wages , hou r s of 
employment, or conditions of work. 

The t rouble for Electromation 
began in 1988. After suffering heavy 
financial losses, the company dropped 
an attendance bonus program and a 
wage increase for its 200 workers. 
When employees objected through a 
petition, Electromation set up commit-
tees—each consisting of up to six 
hourly workers and one or two man-
agers—to deal with problems such as 
absenteeism and pay scales for skilled 
workers. The company says it wanted 
employee feedback about workers' 

concerns through the commit tee 
members. But the Teamsters union— 
which did not represent Electromation 
employees at the time—-filed a com-
plaint with the NLRB. 

The union claimed that Electro-
mat ion was trying to es tabl ish a 
union of its own and undercut the 
Teamsters. About the time that the 
teams were set up, the Teamsters 
a t t empted to organize within the 
company. The employees rejected 
the Teamsters at that time, but the 
union later successfully organized 
within the company. 

In 1990, an NLRB judge ruled that 
Electromation had violated the Wagner 
Act. The company appealed the deci-
sion and, after a long battle, lost. 

The ruling board found that the 
committees established by Electro-
mation constituted a labor organiza-
tion and were not simply employee-
communicat ion devices, as the 
company claimed. By ruling that the 
committees constituted a labor organi-
zation, the board concluded that the 
organization dominated and supported 

The National Labor Relations 

Board rules against a 

labor/management team. 

Also, here are some tips 

on spicing up role plays, 

training when your voice 

fails you, and learning 

about customer needs. 
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In Practice 

The Silent Approach 

Have you ever woken up on 
the morn ing of a t raining 
program you had to conduct, 

and found that your voice had disap-
peared? It happened to this author. 

Did I cancel my session? I wanted 
to, but I remembered having to can-
cel a course a few months before for 
the same reason and felt it was my 
duty to stick this one out. I set my 
mind to thinking of the best ways to 
use my facilitation skills without the 
benefit of a voice. It turned out to be 
an interesting day. 

I facilitated a six-hour course on 
effective writing, speaking, and orga-
nization communication and never 
spoke a word. When someone posed 
a question directly to me, I looked 
around the room with an expectant 
expression and open hand gestures, 

worker-participation programs are 
hardly a threat to labor unions. But 
many unions believe that such com-
mittees step in the way of unions' 
rights to be the exclusive representa-
tives of employees. 

"We already have a way to estab-
lish healthy relationships between 
workers and management , " said 
Teamsters President Ron Carey to the 
Associate Press. "It's called collective 
bargaining." 

But businesses feel otherwise. In 
the Daily Labor Report, Don 
Zimmerman, a labor attorney and 
former NLRB member, said, "If there 
was ever an area that cries out for 
some clarification from the board, 
this is it." He believes that the lan-
guage in the Wagner Act provides 
enough flexibili ty for NLRB to 
accommodate the changes that are 
occurring in U.S. workplaces. 

The NLRB says the Electromation 
ruling will not be a test of whether 
the board will endorse manage r / 
worker teams. According to Dennis 
Devaney and Clifford Oviatt, Jr., the 
NLRB members w h o wrote the 
majority opinion, the violation was 
based on the particular facts of the 
Electromation case and will not 
de termine general ly that l abor / 
management committees operating 
under other circumstances will be 
ruled illegal. 

the committees—an act that the board 
said violates the Wagner Act. 

NLRB ruled that Electromation 
developed the idea for the committees, 
created written purposes and goals for 
the committees, developed a rule that 
said each employee could serve on 
only one committee, and appointed 
management representatives to serve 
on the committees. 

The committees' "only purpose 
was to address employees' disaffec-
tion concerning conditions of em-
ployment through the creation of a 
bilateral process involving employ-
ees and managemen t in order to 
reach bilateral solutions on the basis 
of employee-ini t iated proposals ," 
wrote the board in its ruling. 

Some would argue that modern 
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to invite answers from participants. 
Once a pa r t i c ipan t p r o v i d e d an 
answer, I indicated agreement or dis-
agreement and sometimes gestured 
for more contributions. If I needed to 
make a particular point, I wrote on a 
flipchart or an overhead projector. 

That session was one of the most 
open and participative training ses-
sions I have ever facilitated. I was 
amazed to discover how much can 
actually be gleaned from participants. 

The group I taught that day left 
with a feeling of team spirit and a 
sense that it had achieved something. 
The feedback I received after the 
course was noticeably more positive 
than feedback from other sessions. 

Many t imes, ins t ruc tors a re 
tempted to monopolize the conver-
sation during a training session. My 
experience suggests that instructors 
could benefit greatly by occasionally 
enforcing silence on themselves. 

— Martin Horan 
section head, management training 

Training Center, Gulf Air 
Box 5246, Bahrain 

Putting Customers to Work 

If you're searching for a way to 
get inside your customers' minds 
to really unde r s t and and meet 

their needs, you might take a lead 
from Motorola. 

Looking to improve on the total 
customer satisfaction program that 
helped the company win a Malcolm 
Baldrige National Quality Award, 
Motorola dec ided to involve cus-
tomers and suppliers in brainstorm-
ing ideas for bet ter cus tomer ser-
vice. 

Each year, Motorola's Communi-
cations and Electronics Group holds 
a customer-satisfaction competition 
in Fon tana , Wiscons in , in wh ich 
teams of employees try to develop 
the best ideas for improving cus-
tomer satisfaction. The latest compe-
tition had a twist—it also involved 
some of the company 's customers 
and suppliers. 

Some of the customers and sup-
pliers became team members during 
the competition; others judged the 
event . Twen ty - th r ee t eams com-
peted. Each team had to identify and 
implemen t i m p r o v e m e n t s to the 

business processes that are unique to 
the team's area of responsibility. For 
the compet i t ion, teams presented 
their solutions and documented the 
results before a panel of judges. The 
winning teams—four of them—were 
sent to Hawaii to compete against 16 
other teams from around the world. 

One winning team developed a 
plan to reduce cycle time and im-
prove quality in producing and dis-
t r ibut ing mater ia ls that Motorola 
uses in training adults with learning 
disabilities. Another team worked 
with Federa l Express to c rea te a 
c o m p u t e r system that a l lows the 
companies to track packages sent 
by Motorola wi th in J a p a n . And 
another team developed a process 
to r e d u c e cycle t ime wi th in a 
region, resulting in 95 percent of all 
service calls being handled in less 
than one day. 

Shapour Arami, vice-president of 
qual i ty for Motorola ' s Communi -
cations and Electronics Group, said 
involving customers in the competi-
tion helped employees to listen and 
react more effectively to changing 
customer requirements. And, he said, 
it made the company more able to 
"define problems and change our 
product ion and service processes 
quickly to maximize the quality of 
our p r o d u c t s and services for 
Motorola customers." 

Tag, You're It 

Role plays are an effective way 
of involving p e o p l e in the 
learning process. But they take 

valuable time and generally don' t 
allow total participation. A technique 
that can help improve the value of 
participation is tag-team role plays. 

Here ' s h o w they work: Divide 
your class into two or more groups. 
Give o n e g r o u p a shor t scenar io 
describing a situation from the view-
point of a manager or sales represen-
tative. Give the other half the same 
scenario, described from the view-
point of an employee or potential 
cus tomer . Each g roup m e m b e r 
should have time to read his or her 
group's scenario. 

Ask a volunteer from each group 
to begin role-playing the scenario, 
each from his or her own group 's 

assigned perspective. Explain that 
within three to five minutes (depend-
ing on your time constraints) each 
person in the role play must raise a 
hand to signal another member of 
the same team to "tag into" the role 
play ( take the first par t ic ipant ' s 
place). 

Participants can raise their hands 
at any time during the exercise. The 
instructor, as moderator, should call 
for a tag if someone goes beyond 
the allotted time. 

The two groups do not need to 
"pass the tag" at the same time. Once 
the group has begun the process, it 
will almost take care of itself. Most 
par t ic ipants will be engaged , in-
volved, and entertained, and some-
times will even feel threatened, but 
they will clearly be stimulated. 

After each participant has had a 
chance to participate, ask some key 
questions: 
t Did you "tag out" because you felt 
you had appropriately dealt with the 
issue? 
> Did some tension, fear, or diffi-
culty cause you to tag out of the role 
play? 
» Is that difficulty something that 
you might want to work on further? 
I In a real-life situation, what could 
you have done to prepare yourself 
better so you wouldn' t have felt a 
need to tag out? 

Participants tag out for different 
reasons. Because people know that 
they can quit w h e n e v e r they are 
ready to, they tend to feel more 
comfortable participating in the role 
play. They don't have to worry about 
being publicly embarrassed about 
demonstrating their weaknesses. 

Because more p e o p l e are in-
volved than in typical role plays, par-
ticipants have more opportunities to 
pick up positive tips and ideas from 
watching their colleagues. Partic-
ipants will also notice unfavorable 
styles, techniques, and phrases and 
resolve not to use them. 

Par t ic ipants also e x p e r i e n c e a 
physical "lift" w h e n they get up , 
move, and stand in the tag lines with 
their teams. 

— Ted Voelker 
resident lead instructor 

Internal Revenue Service 
90 Church Street, Room 1515 

New York, NY 10007 
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In Practice 

C R E A T I N G 

H I G H INVOLVEMENT 

For information: 
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Career Killers 

What mistakes do managers 
m a k e that cause them to 
lose their jobs when their 

companies u n d e r g o organizat ional 
change? Karyl Innis of EnterChange 
says that managers in the midst of 
change often make one or more of 
the following "career killer" mistakes: 
» They let their performances slip. 
Frozen like deer in the headlights of 
an oncoming car, some managers in 
an acquired company act as if all of 
their responsibilities ended when the 
new team came on board. They wait 
for specific instructions before tack-
ling any project. 
» They don't understand their value 
to the n e w organization. Managers 
w h o have been laid off tend to be 
those w h o could not describe how 
their experiences, skills, and talents 
could have helped the new organiza-
tion to be successful. 
> They don ' t make fr iends. Mana-
gers w h o a re u n s u c c e s s f u l in an 
acquired company often act like van-
quished soldiers w h o are not equal 
to the victors. They wait to be asked 
to lunch or coffee. 
> They cling to old habits. Managers 
in the unemployment lines are still 
h u m m i n g the o ld t u n e s — " W e ' v e 
always done it this way," or "We'd 
never do that." 
t They believe the evaluation pro-
cess will be objective. New organiza-
t ional l e a d e r s m a k e dec i s ions on 
w h o stays and w h o goes based on 
observations of performance, behav-
ior, and attitudes in the first few criti-
cal weeks. 
I They ignore their o w n fee l ings 
that the new organization is not right 
for them. Managers w h o ignore the 
signs that a new organization is not 
r ight a re on ly p o s t p o n i n g t h e 
inevitable. Even if they survive the 
first cut, the mismatch will show up 
eventually. 

Leading Questions 

Le a d e r s h i p d e v e l o p m e n t is a 
high priority in nearly half of 
U.S. compan ies , according to 

an American Society for Training and 
Development National HRD Execu-
t ive Survey. T h e su rvey g a t h e r e d 

information from 144 top-level HRD 
people. 

Forty-five percent of the respon-
dents said that leadership develop-
ment is a high priority in their com-
panies. Seventy-five percent of the 
respondents reported that their com-
panies offer leadership-development 
p rograms . For ty-four pe rcen t said 
leadership development is offered to 
execu t i ve s , 62 p e r c e n t sa id it is 
offered to top managers, 74 percent 
offer it to middle managers, 63 per-
cent to supervisors, and 24 percent 
to nonsupervisors. 

Fifty-four percent of respondents 
reported that their companies have 
sets of recognized leadership values. 
Half of those responden t s said the 
values are de f ined in writ ing. The 
fo l lowing eight w o r d s or p h r a s e s 
w e r e most c o m m o n l y ci ted in the 
responses: quality, teamwork, cus-
t o m e r f o c u s a n d sa t i s f ac t ion , in-
tegri ty, ethics , t rust , r e spec t , a n d 
honesty. 

The survey a lso a s k e d r e s p o n -
dents where their leadership-devel-
opmen t courses are de s igned and 
de l ive red . In 50 p e r c e n t of t he 
r e s p o n d e n t ' s compan ie s , the p ro -
grams are designed in-house. In 26 
percent, the programs are designed 
by outside suppliers or consultants; 
19 percent of respondents said they 
buy them off the shelf; and 5 percent 
said they use university programs. 

Sixty-two percent of respondents 
said their programs are delivered in-
house , 18 percent said consul tants 
deliver them, and 20 pe rcen t have 
de l ive ry p r o v i d e d t h r o u g h s o m e 
other source. 

W h e n the su rvey r e s p o n d e n t s 
were asked to project the content of 
their l eadersh ip -deve lopment pro-
grams over the next three years, the 
following categories emerged: 
» Teams. This includes the impor-
t ance of t e a m w o r k , s e l f -d i r ec t ed 
teams, resolving team conflicts, nego-
tiating with organizational teams, and 
cooperation. 
» Quality. Many r e s p o n d e n t s said 
that TQM cont inues to b e a major 
f ocus of l e a d e r s h i p - d e v e l o p m e n t 
programs. 
I Strategic planning. This includes 
developing the skills needed to carry 
fo r th t he goa l s a n d v i s ions of an 
organization. 

THROUGH 
ORGANIZATIONAL CHANGE 

• Self-directed Teams 

• High-involvement 

Strategies 

• Value-driven Change 

• Continuous Quality/ 

Process Improvement 

• Organizational 

Assessment 

• Perfonnance 

Management/Appraisal 

THROUGH ASSESSMENT 
AND SELECTION 

• Interviewer Training 

• Skills Assessment 

• Customized Selection 

Systems 

• Job Analysis 

• Assessment Centers 

THROUGH TRAINING AND 
DEVELOPMENT 

• Continuous Improvement 

• Leadership 

• Teams 

• Frontline Empowerment 

• Customer Service 

Check areas of interest and 

fax to 412-257-0614. 
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Develop Your 
Performance 
Potential with 
Behavioral 
Feedback... 

• Leadership, Team, 
• Individual Contributor, 
• Sales instruments 

360° feedback designed for 
individuals and work groups 

Behavioral feedback is specific 
and comprehensive.... 

• Unlimited feedback from 
any source 

• Current performance is 
compared to Performance 
Expectations (C-E) 

• Importance Ratings 
identify critical skills 

• Training and non-training 
issues identified 

• Demographic comparisons 
and Group Profiles 

• Reassessment Profiles 
measure change over time 

In-house PC format available 

No risk Evaluation Program 

Consultant inquiries welcome 

For a free sample packet, 
contact Larry Cipolla, President 

800-848-4908 
612-944-3738 

CCI Assessment 
Corporation 

7021 Comanche Court 
Edina, MN 55439-1077 
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In Practice 

> Visioning. This involves establish-
ing and communicating a company's 
or work unit 's vision and revising 
work processes around the corporate 
philosophy. 
> C o m p e t e n c i e s . This c a t e g o r y 
inc ludes basic l eadersh ip skills. It 
looks at specif ic models , manage -
m e n t s tyles , p r e s e n t a t i o n skil ls , 
analysis and planning, interpersonal 
and communication skills, and men-
toring and coaching techniques. 
I Organizational issues. Issues such 
as employee empowerment, training, 
tu rnover , job rota t ion, success ion 
planning, organizational values, and 
business ethics and practices fall into 
this category. 
> Diversity. This includes leading a 
cu l tu ra l ly d ive r se w o r k f o r c e a n d 
us ing tha t w o r k f o r c e d ivers i ty to 
strengthen an organization. 
» Change. This involves managing 
change in the workplace and being a 
catalyst for change. 

Relief From the Symptoms 
of Fear 

When you have to speak in 
public, do you suffer from 
a dry mouth, perspiration, 

red skin splotches, and the shakes? If 
so, you might be experiencing a ner-
vous disorder common among those 
just about to make presentations. 

It's called stage fright, and all the 
preparation in the world won't help 
your presentation if you can't man-
age the physical symptoms of ner-
vousness. But there are some cures. 
Marjorie Brody, president of Brody 
Communications, offers the follow-
ing tips to help alleviate some com-
mon stage-fright symptoms. 

To p r e v e n t dry m o u t h — w h e n 
your t o n g u e is p a s t e d to the roof 
of y o u r m o u t h , h i n d e r i n g y o u r 
s p e e c h — B r o d y sugges t s avo id ing 
dairy p r o d u c t s , soda , co f f ee , a n d 
a lcohol b e f o r e a p resen ta t ion . In-
stead, she says, drink water that is at 
room temperature. And she suggests 
using petroleum jelly on your teeth 
to k e e p your lips f rom sticking to 
your pearly whites. To promote sali-
vation, she suggests biting die tip of 
your tongue. (Bite it gently. Talking 
with a sore tongue will not help your 
presentation, either.) 

For t h o s e u n s i g h t l y r ed sk in 
s p l o t c h e s , B rody s u g g e s t s u s i n g 
humor to release endorphins, which 
she c la ims will h e l p m a k e t h e 
splotches d isappear . She also sug-
ges t s c a m o u f l a g i n g s p l o t c h e s by 
wearing pink and red clothing or a 
high neckline. 

To control perspiration, she sug-
gests putting talcum powder on your 
body and hands . And don ' t forge t 
that handy handkerchief. 

If you find your hands and legs 
shaking uncontrollably, Brody says 
to m a k e a lot of g e s t u r e s a n d to 
move as you s p e a k . To con t ro l a 
shaky voice, she says to project your 
voice as you speak . And she sug-
gests breathing deeply to slow down 
your hear t rate. (We s u p p o s e you 
don't want to do that too deeply or 
t oo loud ly . You d o n ' t w a n t y o u r 
audience to get the wrong idea.) 

Finally, Brody adv i s e s aga in s t 
d r ink ing ca f f e ine o n the day of a 
p r e s e n t a t i o n . She says tha t it in-
creases your adrenalin, speeding up 
your heart rate and causing you to 
shake. 

Heard in Passing 

Training is "the best investment 
w e can m a k e . A l o n g - t e r m 
commitment to human-capital 

development should give businesses 
a substantial investment-tax credit for 
all training and offer individuals tax 
credits and low-cost loans to encour-
age l i fe t ime t ra in ing for all. With 
more and more workers becoming 
less and less at tached to any given 
payroll , shif t ing the training focus 
from the company to the individual 
is a must." 

— Tom Peters 
from Quality Digest 

November 1992 

"In Practice" is edited and written by 
Craig Steinburg. Send items of interest 
to "In Practice" Training & Develop-
ment , 1640 King Street, Box 1443, 
Alexandria, VA 22313-2043-
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